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Handbook 3.3 for the guidance of A gs&n&y personnel tdso 
appointed by H©aci b ©f CSssf^s? Services to serve on €tamp$&lt5.v© 
Evaluation Panels-® 

The iilfonaatlori presorted* howsver, sitaild be of wm&x 
int«w*at to all i^pervisors «ho mil participate in th® C^^atitive 
#v&li?&ii©n procoas ar.d who idll* In the final ajiaXysls^ fce Xarpaly 
responsible for it© effectiveness * 

'I'he i^xictelines and procedures presents are itsifnded to m 
Mvicory in nature rather than regulator?'* It is yealissed that. 
^ariani&eB in the ocsscposition of Career Services end the disrarsienu 
goc^rapriically and occui^stiGeiallf^ of their pe?@onnaX Mill inquire 
^ development by the Career Services of internal op©ratin« r»ro~ 
v&imrm to fit their needs*, Ker^wor* the rm of this Handbook to 

the frame of reference for the operations of Cmpttitiw Ihmlrsiioti 
Fessels of all. Career Services triJD. provide a detrirable degree of 
Ags&j^-wlde unifomity in promotion absElnisimllon « 

A'oXicy and Procedure*} on the C®pp6tit.ivs Fr^ssstioi? Fve^rsi'A 
ffi.ro set forth in Eegtilatlon^Hm Gorapetitiva Promotion* 
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GUIDE FOR COMPETITIVE PROMOTION PANELS 
I. INTRODUCTION TO THE COMPETITIVE PROMOTION PROGRA M 

High esprit de corps of Agency Personnel depends to a considerable 
degree upon the achievement of a fair and effective promotion system which 
will earn and retain the respect of all members of the Ag ency* The Agency 
has adopted the competitive evaluation promotion policy with the aim of 
ensuring maximum equity, objectivity and impartiality in promotions* This 
program is based to some extent upon characteristics of the various promo- 
tion systems in the Foreign Service Corps of the Department of State, 
private business and the Military Services, but is specifically designed 
to meet Agency objectives of building and maintaining a Career Staff of 
high caliber. Its chief characteristics ares 

A, Performance Measurement s 

Appraisal of the employees value to the Agency in terms of the 
quantity and quality of the work he has performed; his conduct, 
skills and personality; and his potential for future assignments, 

A conscientious effort is made to record, via the Biographic Profile 
and Fitness Report, complete, factual and objective information re- 
garding each individual, 

B, Equal Opportunity for Advancement within a Career Service ! 

Every employee eligible for promotion is evaluated!? (a) annually, 
(b) in comparison with every other member of his Career Service 
who is in the same grade and occupational category, and (c) in the 
case of personnel in grades GS-7 through GS-14, by an impartial 
Competitive Evaluation Panel, This system differs from the usual 
Civil Service practice where promotion depends rigidly upon the 
grade of the job to which the individual is assigned. 
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li£ ® rol&tiv© standing ©f the person rated depends on group Judg^^t* 
Fitness Eepart contains the opinions of Individual. supervisors 
and nwUmIi* offiearaj tha annual cesroefcitiTO rating rsprasant.s the 
consensus of a group of ©asperlenced senior saosstbars of the 
yawss* o®ndc$ with yespoct to the ®ttp3.oy©0 ? s znsrit for prc®?.ot£on in 
comparison ulth his contoapor&siL$£e Th© objective is to make the pro- 
motion system genuinely free from favoritism and bias* 

-;.*K5 prcbdotion j^ystdvi requires that persessnoX sorve Xorg ©noujrfc in 
ea,efe grad© to provide a basis .for a thorough evaluation of their 
*&vfcvmm0 at the grade level* lids is accomplished hy QBfc&Ji&Mzig 
a&ntaim periods of service In each grade during Milch ceraermal are 
not ±:i the sane of consideration for proM>tion* 

,tn each gsud^^ trxs mcrs^X praetl.ee wiH bo to proMite those t'l-o 
by the Competitive Evaluation Panel 

hjtgaasu provided their c^soUfieations can 

higher 

utHDtseu co fififyfliitsgs st the nss^/^^ods level* in other tcerds* the 
e&v&iX&hX© promotions uill go to those found &y the Panels and Heads 
of Caress* Sesfrless to be the naost cosqaetent and valuable to CIA* 


TT. 
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A * 1®9SJ® jM..^n^fc^..M.-feao aUUTO E-galBatitm P«»l s; 

eligible employees 

Panel Gosopst itiv© BvaXuation of all Uf/UW/U/ 

qualifications, 

c^n tbs basis of their paafogsaancs* /acceptance of agrees* Staff dbiioa- 

length of service 

t-ions^ and value to the Agentigr is the s&sfc critical. 

in the selection of personnel for promotion 
aiflg«nt. ftf .Jfc h» . xseoraefe dhiBa ^ ..jps ^ i S»ag c. The product ©f fm&L action will 

ccn©ist of a list of employee® ranked in order of Merit for preaso- 
tion xor the use of t*!e Hoad ©f the Career Service in poking 

‘ - a - 3 ~ 
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promotion recommendations. The list will include the employees the 
Panel considers at the time of panel action to merit promotion within 
the numerical limitation which may be prescribed by the Head of the 
Career Service. Panels will be comprised of a minimum of three members 
of the Career Service concerned, senior in grade to employees being 
evaluated, and appointed by the Head of the Career Service to serve for 
the period required to evaluate all eligible employees in the grade 
groups and competitive area(s) assigned. 

B. Information used by Panels in Evaluating Employees : 

1. Listing of all personnel in the zone of consideration for 
promotion in the grade level to be evaluated. 

2. Listing of personnel recommended for promotion (in order of 
preference whenever practical) by Senior Supervisors. 

3. An indication from the Head of the Career Service, if he 
desires, of the number of personnel to be on the Panel's rank 
order list. (The Head of the Career Service may predetermine 
the approximate maximum number of promotions to be made at each 
grade level on the basis of guidelines, such as past promotion 
practice and the status of staffing of the Career Service .Sxthms 
Bather than reveal the maximum figures, he may direct the Panel 
to provide a rank order listing for each grade level which will 
contain a somewhat larger number of names. This will provide for 
the likelihood that some individuals on the Panel's rank order 
listing will not be promoted for the reason that their qualifi- 
cations are not utilizable currently at the higher grade and the 
use of a personal rank assignment is not considered appropriate.) 
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of service and performance of each employes in the son© of 

consideration# !Th© official Personnel Folder is also available 
to the Panel if needed. 

5* r'erson&l interview, wfaonevsr feasible f of employees, their* 
supervisors, or other* having knowlodge of the employees being 
evaluated* The importance of interview of parsons in grades G8-X2 

and above particularly is stressed* j 

in BsaaHflg 

lft -^grf.org^nc.® (productivity,, gualitVp and level of fob oo rfonaed) 

&« One of the chief considerations in competitively (jvaluating 

employees is the performance factor - ho# mil has the Job 

been perfersaed - the quality and quantity of work done* In 

the interest of rendering maximum equity in Judging this 

factor. Panel Members should bear in mind the level of the 

they 

Job performed by employees being eval 

tm 

may happen, tbit a-fcig k-gs 

than his current grade 
forming work of a lower levd/idLI psrfc: * 21 . .-.11 

performing work 

and be rated unduly 1 * high, whereas an employs® pseA^ed^te-a 
a level than his current grade may 

pee&t&SK ef /richer jg ffw fr i& fr — 5SA ijf» ■»«* £»j-vws 

a***a Ajm* 4 Am, «*K- — *■ nfi.,.-- ’U. — a 

w « **■>«* ww a -(.Qi^vu, us owitw. 

comparable ratings become more meaningful when considered in 

relation to the characteristics and level of tho Job performed^ 

bo In addition to past and current performance, the potentiality 

the individual has demonstrated for the performance of mer© 

very 

difficult and responsible duties in the .future la Bivst important *» 

Fitness Report ratings on this factor and records of performance. 

considered carefully. 

of assignments of hi gher grad e leva! should be eare^uily-e^ssSrf^e^, 

- 4 - 
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c« A oonmon criticise of promotion. panel systems is that thay 

tend to make sngaoysos reluctant to tak® initiative, bv:. a 

individuals 

instead 

«w JuiCsiiu^ lu ©TirJreXy \.s> 

provalli2 ^ opinion* Since this tendency rasnald 
-th© merit sywtmi and the ©ff^<rbivenefs® of the* Agency Si ?*?£,. 
©very effort must be made to give due credit to zm$jtt*re~:w 
wiw have snmm tha^sclvee capable of sound ind©Tcr*ds;nb 
Judgment, croaiiw wx'k* self^r^iwics and tha accepts a© of 
unusual. responsibility* If the initiative of an employes 
hm led to acme difficulty* he should not ba aavor&ly 
because & calculated risk did not Kork out if tbs- att^-Asd 
line of action worthridld* Siniljarlgr* Panel Ke*-0ber$ 
should be wry of employecm mho restrict thalr output in order 
to concentrate on a «©rk products for tho purpose of 
receiving special coasaend&tions* 

&# Sxtra car© ' should be taken to determine the s&srlt for pro™ 
atiotlon of oagployeem msoso duties glrs them oppcrteiity for 
comparatively little substantive output -which can be roadily- 
evaluated* or whc&s dixies and perforaonee cannot* for naemrity 
reasonfij b© completely documented# Similarly* ©&p3jQy©s& 
engaged, in training assignment® znust be given full consideration 
for their efforts in the light of their repsrt®d aeeoB^lishMits 
during such training#' 
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e* In evaluating the performance of ecgloyees performing 

executive or eupervisory duties, it is stressed that principal 


consideration should be given to the 
Of importance 

insnt skills# Faetei‘ 1 ^- esen the aemcnstratsd 

abilities of an executive or supervisor to plan and organise his 

unit, establish sound policies, train and supervise employees- 

the 

and achieve efficient operation, and g,gsompHai *n9 rfo of inquired 
objectives* 

2» Aecaptaneo of C««w>r Staff OfrllgafcUma 

A factor which should be given consider#*! 

his 

of the employee to aeet/Cnraer Staff obligations* This issay be 
plified by acceptance of assignments to isolated or hardship posts, 
undortakiiig of specialized training which may lead to protracted 
periods of service in difficult or unpleasant areas of the world and, 
in general, by a demonstrated willingness to put the needs of the 
Agency before personal preference or convenience* 

3* V«1m* of &ttOoy— to *g«ngy 

retaining 

g to ’• pe v wem - or ^YuuLopxng and keeping ww? required number of qualified. 

Career 

personnel in all lines of if? * 1 

Services face, 

seA&eas su&t e e sto i to* The major object***-? AV - 
providing with 

Include eapeafo^ Caxeer Staff Members to 'a header base of training and 


experience to increase their versatility and assignment potential 4s | 

developing etoes* ^5ploy«a» in highly specialized j 

f 

fields* In competitively evaluating employees for promotion, consideration 
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should be given to the present •mine of the employee tc the 
as well as 

Agency, soA,- ■* >*— * * ■ u *~ p** m "**‘ 4 " ,1 

the 

In the future# Of pertinence te/valuj cf an aanlcyno t> ■■:;■:• 

Agency is & consideration of possession of scarce occujr^tiona?, 
skills and experience which are difficult to replace and which 
msy have required arduous training or unpleasant assignments 1 or 
their acquisition* 

imfrh sLSm&ssL 

Length of service in a grade level (beyond the minimum time 

requirement} shall be & factor in the evaluation of an employes 

in _ 3 

record to* tho « e wfeeBSt* ih?_t must be earned by marl tori ous 

Sufficient for appraisal, 

performance over a sug&e&cn*- period of ti^e/ £.w>ey 

at lower grade levels as well as experience gained prior to entry 
> their 

with CIA should be evaluated on the basis of Applicaihi • niy o n 

Agency career# Kotwit hst&r iding the usual length of service require— 

merits, it is important to keep in mind that no employee should be 

rated lower than his performance merits simply because of the recency 

of his last pr o m otion* To do so might penalise unusual efforts and 

talents as well as enhance the chances for promotion of those whose 

principal claim is that of seniority# 

(Education* Breaelflnfla*.. .telftfv'f :* 

The degree to which an employee exceeds the minimum stsmdviris of 

significant 

experience, training, and education is o&dafotl£*e*?£* M? : 

providing the ijqps- of training and education is of 
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demonstrated. usefulness In connection Kith the employee's work 

tmiirtT A *1 ^ a«*. *4 

WCIQ, pPODj tfU y J, k.r.44 V A. W- t.v .. ;••--•;■ 

their 

similarly bo evaluated in term® ©f the app2i.br.tlcn tc surrsss t nrd 

probab} e future assigrtmaats© 

6. Othor 0on»l<tWRUflB« 

Panels must 

«MA **♦ >eePM% /3*4***1 1 ** '"ty> 


assignments overseas or otherwise outside headquarters are 

given equal consideration for promotion and are not penalised 

nor by 

by their nonavailability for interview or VIM jp* W C'.i* 
current documentation of performance & 
bo In ©valuatijig employees whom records; reflect adverse • reports 
or criticisms, care should be taken to determine whether the 
adverse material has been out-dated by jacre recent sravor able 
performance* Giving undue weight to past reports of defects 
which an employee has corrected may creai© an unjust permanent 
handicap to his career o Thus, Panels must be as sensitive to 
records reflecting improved performance as tbay are to those 
which reflect deterioration* 

Co Panel lumbers* personal knowledge of an individual should not 

be given undue weight© However, if a Panel Member, through 

personal experience or otherwise, is cognisant of pertinent 

information not in tho record, he shall palce that information 

for investigation and consideration* 

available to the Panel/ A Fanil Ikzfbor. stwuld discpfLify Ms- 

may feel he 

self from ranking any candidate whom he fewwl dvclv 


evaluate du® to close association or 


personal feelings © 
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d. Whenever competitive evaluation establishes employee’s 

ratings as essentially equal, it is appropriate that Panel 
Members give added weight to consideration of age, length 
of qualifying experience and general background* 

D. Suggested Steps in Competitive Ranking by Panels s 

1* Names of all eligible employees recommended for promotion by 
Senior Supervisors will be provided to the Panel by the Head 
of the Career Service. 

2* The records (Biographic Profiles or equivalent) of the above 
employees will be preliminarily reviewed by Panel Members for 
familiarization. 

3* The records (Biographic Profiles or equivalent) of all other 
eligible employees in the competitive area will be reviewed* 

From this group, the names of any other employees considered by 
the Panel to warrant final ranking for promotion will be selected. 

4* The names of employees recommended for promotion by Senior 

Supervisors together with the names of other eligibles selected 
by the Panel will be considered for Panel ranking. Whenever 
feasible, interviews will be conducted of these employees, their 
supervisors, and others having knowledge of their work. This 
step is particularly desirable in the consideration of employees 
in GS-12 and above. 

5. Each Panel Member will individually rank all employees (selected 
as above) after completion of the review of Biographic Profiles 
or equivalent summary of service and performance, and the com- 
pletion of Panel discussions or interviews. 

6. Upon review of the individual rankings, any wide discrepancies 

Approved For discussed and 

more information obtained if necessary. Thereafter, Panel Members 


mflv r* a nld T1i?S * 


Approved For Release 2000/08/30 : CIA>RDP80-01826R000900080012-6 


ranking# with equal weight being given ia each Panel feabar*s 

Judgment* The individual rankings for each employee will be totalled, 

and the fi nal ranking will be determined by lifting the employe© i&fa 

the lowest total ranking points first, the employee with the second 

If a Panel Member dis- 

lowest total of ranking points, second, etc* qualifies himself on 
ranking an individual, the rankings of the other members will be 
given proportionately ~ more weight in the mathematical 

computation. 

■RamVInff Ord«v» Oeawnut&tion (Emdovoes IU b# J5« d« Si 




Mai. Mute 


^ T.fk a* * -? a of e5|ndid*t®s for 

requested 

promotion defiFed w +>e >!n»*rt t.h« narwer Sarvico. the list 
will be adjusted accordingly and forwarded to the Head of tha 

Career Service for his use* 
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A * &L Omoo of Peraonnelt 

The Office of Personnel will b© responsible for th© program of 


preparing accurate Biographic Profiles ©f personnel to bo evaluated* 


Duo to tho volume of woric involved, participation by Perscn.fi nel 
Officers, Career Management Officers, and employees in this program 
will be necessary* Mditionally, the Office ©f Personnel -dll provide* 
clarification on promotion procediires, and furalsh listings of persons!? 
In the son© of consideration, qualification Acquirements for specific 
positions or linos of work, and position evaluation inforss&tio n» 

B * Officers of tho Cap egr Seiy jc^; 

Important responsibilities of Career Kansgsment Officers will be 


the provision of Secretariat support to Competitive Evaluation 
Panels, the obtaining of information concerning employees boring evaluate 
before or during Panel considerations, and serving as a point of 
liaison between the Panel and Senior Supervisors* 

c. SKtem , ^ 

Personnel and ik&alnistr&tive Officers will bo responsible for ensuring 
that lists of personnel recommended for promotion by Senior Supervisors 


are provided to the Panels and will assist Senior Supervisors in this 


regard* They will participate with Office of Personnel in. developing 
Biographic Profiles or the equivalent for Banal use* 
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SUBJECT: Concurrence in Competitive Promotion Regulation and Handbook 
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Distribution: 

Chairman and Members, CIA Career Council 
Executive Secretary, CIA Career Council 
Chief, PED 

Chief, Regulations Control Staff 
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